Abstract
Introduction and Cultural Values
Today's competitive environment of global competition has changed many aspects of work in dramatic ways; however, peoples' thinking regarding violence and greed still tends to drive their behaviors about the accumulation of wealth through moral and amoral means in society. It has been said that ineffective or bad management theories and concepts, which are widespread both in private and public sectors, tend to lead to bad practices and often do more damage than what is apparent to the naked eye (Ghoshal, 2005) . According to some experts, the twenty-first century world has achieved modernity and brilliance without developing a higher level of conscience since this world has many "nuclear giants and ethical infants" (Drumm, 2002, p. 17) . Reischl, Cavico, Mujtaba, and Pellet mention that "Although the natural sciences paved the way for advancement in the quantity of life, little has changed in the two centuries by way of advancement in the quality of life" (2010, p. 7) . Afghan officials should emphasize that effective leadership means doing the right tasks at the rights times while building long-term relationships with all relevant stakeholders in organizations, community, and society (Mujtaba, 2007a) .
Afghans have thousands of years of culture and history which still drives the behavior of its people in achieving their goals while maintaining strong relationships. The culture of Afghanistan is somewhat paternalistic due to strong relationship orientations and the reciprocal expectations linked with it. Culture is important because shared values tend to regularize human behavior while making individuals more predictable and this has important implications for work (Schwartz, 1999; Mujtaba and Kaifi, 2008; Mujtaba, 2010) . Knowing how others perceive and value their environment provides a guide for managers to anticipate behavior and respond effectively. This point is becoming increasingly more important as globalization brings distant peoples into closer contact while they face cultural, economical and legal challenges; and the growth in international trade has dramatically increased people's understanding of the similarities and differences between diverse cultures (Gardenswartz, Rowe, Digh, & Bennett, 2003; Mead, 2005; Cavico and Mujtaba, 2008) . Unfortunately, this growth of trade and economic prosperity has not been true over the past three decades for the country of Afghanistan. Afghanistan is a country trying desperately to recover from three decades of ethnic conflicts; it is a cultural plunder that was initially created during the Afghan-Russian war in the late 1970s and during the 1980s (Mujtaba and Kaifi, 2008) . The Afghan culture has thousands of years of history, and while its foundational values are deeply rooted in tradition, it is also keeping up with modern rules and regulations. Of course, one must also understand that economic conditions greatly impact cultures and often mandate whether working conditions allow for the effective integration of men and women to work side by side in the workplace. Additionally, economic conditions also determine the levels of corruption, such as bribery, and how quickly such practices can be eliminated. The lack of progression in Afghanistan is partly due to cultural disintegration; as cited by Sims and Mujtaba (2005) , corruption can greatly damage and slow the growth process of an economy. It goes without saying that it is not the people of Afghanistan who are corrupt; rather, the realities of weak governance, inability to enforce the rules of law, low paying jobs, and a terrible economy that has conditioned some people to tolerate inappropriate actions such as drug trafficking, theft, and bribery. Afghan leaders realize that ongoing corruptive practices within the public sector have enormous implications on the security of the Afghan government. Citizens unhappy with the unfair, inequitable, and untimely distribution of public services can resort to revolts and other negative behaviors; such behaviors play a major part in the regression of a nation and its demographics. As such, the government of Afghanistan must work hard to overcome even the perception of corruptive practices. Unemployment is high, yet it is the very employment of the citizens in the building of public works (schools, medical facilities and infrastructures like roads and water distribution systems), which will lead to great strides in both human development and the reduction of the perception of corruption. As such, an awareness of the people's leadership orientation toward tasks and relationships may be helpful in understanding the long-lasting conflicts and corrupt practices in Afghanistan. Afghan leaders must be "guided by a commitment to work for justice and equality, among those who are disenfranchised and underserved" (Lawrence-Lightfoot, 2000, p.83) . We know that human development is the ability of a nation's people to have the ability to lead full and productive lives and it is each leader's obligation to lead his/her people toward this destination.
The Realities in Afghanistan
The prevailing trends in security, political, governance, the rule of law, human rights, economic and social development, poverty and the humanitarian situation in Afghanistan is not a gradually improving process as usually is the case in post conflict countries in other parts of the world. While there is progress, people are also seeing tribalism, warlordism, and oppression of minority populations, including women. This is worrying. The main reason for the mentioned prevailing situation is the impaired and weak government, extremists causing violence, and the sporadic supporting role of the international community. The starting point for progress must be the strengthening of the government branches to be role models and enforce high ethical standards (Mujtaba, 2007b) . The sad part is that any government in any continent, especially when the government is weak and cross-cultural differences exists, might have difficulties handing anti-corruption practices (De Maria, 2008) .
The long agony of Afghans and the prevailing situation of the last decade is the product of prolonged improper intervention of outsiders while the Afghans incapability to manage their own affairs has been the salient factor. Widespread corruption is an imported phenomenon in Afghanistan while ineffective governance and poverty contribute to its spread. It is believed that loss of freedom, creativity, humanity and morality, regrettably, endangered the people to resort to any means for their survival. Since Afghans are dependent on outsiders and the financial support of the international community is subject to their political interests rather than the genuine needs of the population, at times, this brings about ineffectiveness in the overall state building process. In other words, the loss of ethical standards and moral norms leads to corruption. For example, when engineers, doctors, or other civil servants are more interested in making money than in building safe bridges, curing patients, or basic service delivery, they become immoral. Similarly, being insensitive to the suffering of others is certainly immoral and highly inappropriate for official leaders. Unfortunately, most people who are involved in state building find themselves manipulated by impersonal market or political forces, and respond to these without fully taking into account human values.
Many local people believe that the Afghan government ignorantly has established a bureaucracy system with the support of the international community which is not responsive, irresponsible and inefficient to the needs of their local constituents. A representative system usually makes progressive contributions to the stability of the political institutions by ensuring that the general feelings and interests of all groups are taken into consideration, while formulating policies and implementing them in the country.
The lack of transparency and responsiveness in policies and strategies and the ultimate uncertain future is fearful for Afghans, particularly for the younger generations who deserve a bright future. Afghans expect more time sensitive action-oriented strategies under the Afghan leadership and ownership to enhance security, ensure political stability, and strengthen good governance, while creating a sustainable economy and the necessary social developments in the country. Sincere commitments and positive changes bring in support and solidarity of people to the process. Civil servants carry the attitudes and prejudices of their tribes into the government positions, but the behavioral patterns of individual civil servants are not found merely based on each person's location in a social group. Behaviors are usually shaped by the dominant influences like experience, education and socialization. Unfortunately, due to the socialization of several decades in wars and violence, many Afghans lack sufficient education and management or governance experience. Lack of proper education has created a moral vacuum where some people appear to be insensitive to the needs of others in the community. Unfortunately, lack of good moral standards tends to lead to an environment where everyone feels that they are on their own and they must protect themselves by whatever means is available to them. Such circumstances can lead to tribalism and minority groups being oppressed.
For centuries, an overlooked and under-represented group in Afghanistan has been the female population (Karahalios and Mujtaba, 2006) . The long agony for Afghanistan's women must come to an end if the country is going to benefit from the talent of its entire population. Farida Tarana, for example, gives Afghan women increased hope for equal rights under Afghanistan's progressive constitution (Haidari, 2010) . Miss Tarana was one of the first females on the "Afghan Star" television show and she impressed many judges and audience members with Afghan folk and pop songs. Miss Tarana joined the political platform by running for provincial council elections and winning a seat in Kabul's provincial council (Haidari, 2010) . Luckily, according to Haidari (2010) , the Afghan Parliament continues to convene with a higher percentage of female representatives (27.3%) than the legislative bodies of most established democracies, including the U.S. Congress (15.2%) and British Parliament (19.7%). Despite these advances, one woman dies every 29 minutes in childbirth in Afghanistan. Food shortages have resulted in malnourishment among young children and adults, and 48% of women in Afghanistan are said to be iron-deficient.
Furthermore, only 12% of women 15 years and older can read and write at the basic levels, compared to 39% of men in Afghanistan. The overall literacy rate for women between the ages of 15 and 24 stands at 24%, compared to 53% for men in Afghanistan. Haidari emphasizes that this troubling situation is a legacy of decades of war and state collapse in the country. Unfortunately, with a weak government and lack of appropriate infrastructure developments in the country, such statistics will continue to be realities in Afghanistan for the next few decades to come. Afghans have a long way to go before they can provide a fair, just and secure environment for everyone in Afghanistan. The Afghan government officials must continue to make and implement policies, while simultaneously functioning as agents of social change in order to ameliorate the traditional views that prevent the female population in Afghanistan from becoming full contributors in the reconstruction and development process. In order for Afghan women to be fully empowered to make a significant contribution to Afghanistan's long-term development, the international community must continue to help the Afghan government become stronger and more focused on the ethical and equal treatment of all individuals in the country.
These preceding paragraphs present just a small piece based on the realities on the ground, observations of the authors, and discussion with certain groups of people involved in the rebuilding and reconstruction process in Afghanistan. The next few paragraphs present a general overview of the Afghan culture.
Afghanistan is a high-context culture where people tend to socialize as part of their cultural mores. However, they are also demonstrating more individualistic values as they attempt to secure long-term independence from undue foreign aid and political influences. Navigating between individualistic and collectivistic cultures and recognizing the shifts in diverse cultures can have a direct impact on how international firms and their people actually perform. People of an individualistic culture tend to value the needs, concerns, and identity of oneself above the needs of the community (Mujtaba and Kaifi, 2008) . As concluded by Mujtaba, Luk, Murphy, and Saowakul (2009) , a collective culture's members tend to focus more on world peace, being helpful to others and group interests, instead of an individual's needs.
This study seeks to expand our knowledge of people's leadership orientation in Afghanistan by comparing the task and relationship orientation of Afghans living in Herat and those who have become expatriates. The study is significant because much of the knowledge of specific cultures, especially about Afghanistan, is based on the media coverage of the wars since the 1970s when the former Soviet Union forces entered the country to support the communist government. While the scope of this study is limited, the ultimate goal is to expand our knowledge of leadership orientation in the Afghan culture through the systematic collection of data and empirical analysis. This knowledge can then be used by educators, trainers and business schools to improve the management development programs and the succession planning and development for multinational corporations working in Afghanistan (McFarlane, Mujtaba and Cavico, 2009 ). The decades of war has caused many people in Afghanistan to seek jobs and security in other developed and emerging economies. This has also caused a huge brain drain on the education populations of the country as they were able to find and keep professional jobs in other countries. As such, most of the Afghan expatriates have been exposed to diverse cultures and management practices over the past few decades and may have acquired many new values and cultures while holding on to the threads of their own traditions.
Some aspects of the Afghan culture, such as strong bonds among friends and reciprocal expectations of loyalty, tend to lead to favoritism. This cultural foundation associated with loyalty to one's friends and colleagues in Afghanistan has evolved over the years out of necessity since one can only trust his or her closest friends in times of turmoil and political conflicts. This is especially true in Afghanistan since there are a diverse range of ethnic groups and tribes that make up this land-locked country. This study seeks to identify the extent to which the leadership orientations of local and expatriate Afghans are similar or different by examining their task and relationship orientation scores.
Study Methodology: Task and Relationship Orientations
Leadership is about positively influencing others toward worthwhile goals, and not manipulation as has been the case in the politics of Afghanistan for so many years. Denhardt explains that leadership is "an alternative style of management aimed not at control but rather at assisting individuals in discovering and pursuing their own developmental needs" (1993, p. 204) . Leaders use various amounts of task or relationship behaviors to "articulate a vision, set standards for performance, and create focus and direction" (Bolman & Deal, 2003, p. 340) . Hersey (1984 Hersey ( , 1997 Hersey ( and 2008 as well as Mujtaba and Kaifi (2009) define task behavior as the extent to which leaders engage in top-down communication by setting the expectation, as well as the action-steps necessary for a successful completion. Relationship behavior is the extent to which leaders engage in joint communication with followers while providing socio-emotional support.
Northouse (2010) provides a useful instrument, known as the Style Questionnaire, which can be used to obtain a general profile of a person's leadership behaviors regarding task and relationship orientations. The Style Questionnaire can be completed by oneself as well as by one's friends, peers, bosses, or employees for comparison purposes. The results can show one's use of various task and relationship behaviors in daily work life. To determine one's personal leadership characteristics, the respondent circles one of the options that best describes how he or she sees himself or herself (or the person that is being evaluated) regarding each statement. For each statement, the respondent indicates the degree to which he or she (or the person being evaluated) engages in the stated behavior. A rating of 1 means "Never" and a rating of 5 means "Always" with the person demonstrating the specific behavior. To determine one's scores for the leadership styles questionnaire, the responses for the odd numbered items are added to determine the score for task-orientation behaviors, and the responses for the even numbered items are added to determine the score for relationship-orientation behaviors. The scoring interpretation for the Style Questionnaire (Northouse, 2010 ) is presented in Table 1 .
High task behavior scores tend to mean that the leader engages in more top-down communication by explaining what the follower is required to do, as well as when, where, and how each function is to be accomplished (Mujtaba and Balboa, 2009) . High relationship behavior scores indicate that the leader engages in more joint communication with followers while providing socio-emotional support. Of course, effective leaders stay in control by managing through a balance of both task and relationship oriented behaviors, as appropriate, to make sure the objectives and goals are successfully accomplished. The research question for this study was to determine whether local and expatriate Afghans have higher relationship or task orientation scores. The specific hypotheses for this study are as follows:
1. Null Hypothesis 1: Local Afghans will have similar scores for relationship and task orientations. 2. Null Hypothesis 2: Expatriate Afghans will have similar scores for relationship and task orientations. 3. Null Hypothesis 3: Afghan male and female respondents will have similar scores for relationship and task orientations. 4. Null Hypothesis 4: Afghans with a bachelors degree or higher will have similar scores for relationship and task orientations as those with high school degree or less. 5. Null Hypothesis 5: Afghans with five or more years of work experience will have similar scores for relationship and task orientations as those with less than four years of experience in the workplace.
The English version of the survey was translated into Persian (Dari -see Appendix A) and then it was given to five university professors who spoke both languages fluently for checking the accuracy of the translated survey. Then another colleague back-translated the Persian survey into English to see if the meaning had stayed the same. The authors and their colleagues agreed that the meaning of the survey has not changed in the Persian translated version. Both English and Persian versions of the survey were made available to the multilingual respondents. The local people in Afghanistan responded to the Dari version of the survey, and the expatriates used the English version of the questionnaire.
For the purpose of this study, a copy of the questionnaire was submitted to about 500 persons living in Afghanistan and the United States. In Afghanistan, the Dari version of the survey was distributed to professionals working for local and multinational firms, teachers, and local contacts in the city of Herat. The data in Herat came from teachers teaching in private educational institutions, high school teachers, university students, senior staff working for different aid agencies in various departments such as finance, administration, security, logistics, etc. We received six responses from security-related staff working in Herat. About ten responses came from senior personnel working for an International Hotel in Herat. Of the local respondents, 106 usable surveys were collected and analyzed for this study. From the expatriate Afghans who were emailed an English version of the survey, a total of 219 usable responses were processed for this study. The expatriate Afghan respondents were mostly working adults living in the United States. The overall response rate for this study was about 65% (325 respondents).
Task and Relationship Results
As presented in Table 2 , the average scores of Afghan locals and expatriates for both task and relationship orientation scores fall into the "high range." As can be seen from Table 2 and using the t-test for differences in the two means, at a 0.05 level of significance, the first null hypothesis ("Local Afghans will have similar scores for relationship and task orientations") is rejected because the calculated t value (-2.86) does not fall within the critical value of t for statistical significance, and since the p-value (0.0046) is smaller than alpha, there is sufficient evidence to reject the null hypothesis.
As can be seen from Table 2 and using the t-test for differences in the two means, at a 0.05 level of significance, the second null hypothesis ("Expatriate Afghans will have similar scores for relationship and task orientations") is rejected because the calculated t value (-4.14) does not fall within the critical value of t for statistical significance. In other words, since the t value falls outside the critical values (+1.96 and -1.96), the hypothesis is not supported. Furthermore, since the p-value (0.000041) is smaller than alpha (α) = 0.05, there is sufficient evidence to reject the null hypothesis. As can be seen from Table 3 , the third null hypothesis ("Afghan male and female respondents will have similar scores for relationship and task orientations") is rejected for local males (p=0.0045) and expatriate females (p=0.000003), but accepted for local females and expatriate males. So this null hypothesis is partially accepted and partially rejected. However, the general trend is that Afghans have a higher score on the relationship orientation. Expatriate males seem to have a slightly higher score on the tasks than local males, this possibly due to the fact that they have had to juggle many tasks and multiple jobs in Western countries while completing their educational dreams. However, expatriate females have a significantly higher score on the relationship orientation possibly due to the fact that they are often the "glue" between families living in distant locations across North America, Asia and Europe.
As can be seen from Table 4 , the fourth null hypothesis ("Afghans with a bachelors degree or higher will have similar scores for relationship and task orientations as those with high school degree or less") is accepted. However, local Afghans with college education have a significantly higher score on the relationship orientation. Expatriate Afghans' data were not analyzed for the education variable as they might have attended educational institutions in foreign countries. As can be seen from Table 5 , the third null hypothesis ("Afghans with five or more years of work experience will have similar scores for relationship and task orientations as those with less than four years of experience in the workplace") is accepted as both groups have higher scores on the relationship orientation. However, it should be mentioned that those with five or more years of work experience have a significantly higher score on the relationship orientation. Since only less than 50% of the local Afghans reported having more than five years of work experience, one must proceed cautiously despite the fact that experienced respondents seem to have a higher focus on the relationship orientation.
Expatriate Afghans' data were not analyzed for the work experience variable as they might have worked for corporations and governmental institutions in foreign countries. Based on the results, Afghans appear to have higher scores on their relationship orientation scores. As such, it is within reason to conclude that the Afghan respondents have different scores on task and relationship orientations. These results confirm previous studies by Mujtaba and Kaifi (2008) that Afghan respondents seem to put more emphasis on relationships than tasks because understanding and seeing things from another's perspective is crucial to building trusting relationships and successful careers.
It was hypothesized that Afghan respondents will have similar relationship and task orientations, and the current study did not support this hypothesis as they seem to have a significantly higher score on relationship orientation. Local male Afghan respondents demonstrated similar scores on both task and relationship orientations. However, expatriate females had a significantly higher score for the relationship orientation. The gap between their task and relationship orientation scores was the widest, while the gap between the scores of expatriate males was the smallest.
Local practices can be extremely challenging when an organization is working with people of a different culture (Antommattei, Khanfar, and Mujtaba, 2009; Mujtaba and Balboa, 2009; Karadjova-Stoev and Mujtaba, 2009) . Therefore, people's local cultural norms and preferences should be taken into consideration. Due to their high relationship orientation, this research has shown that Afghans tend to be loyal employees and partners as they are not just concerned about getting the job done, but they are also highly concerned about their relationship with partners, bosses, vendors, and customers.
Implications for Bribery and Recommendations
As explained by Higgins (2010) , in the current practices of Afghanistan, deals are often made due to the hierarchy of the relationship rather than by the laws themselves. While the laws forbid bribery, it often appears to be a common practice. Anytime another clerk, staff, or manager's service is needed, they can expect some form of a payment in order to get the paperwork completed in a timely manner. This is a sad state of affairs as people who cannot afford to make the payments or those who choose not be involved with such practices will be worse off than those who are willing participants.
Due to the societal conditioning and cross-cultural tendencies of human nature, it can be assumed that people from high-context cultures such as Afghanistan are likely to be more relationship-oriented while honoring paternalistic bonds between managers and employees. Similar paternalistic relationships are expected from government authorities by its citizens. However, when political leaders change often and cannot be counted upon, then the trust breaks down and confusion becomes the modas operandi. Part of this lack of trust has also meant that bribery has become the norm in many governmental offices for getting any paperwork completed. People often use low paying jobs as a cause or reason for the high levels of bribery in the country. Unfortunately, this is irrational and illogical. Regardless how the low the salaries might be, bribery cannot be justified since employees agree to voluntary do a job for the agreed upon compensation. Bribery practices are widespread in Afghanistan since it is accepted as part of the business culture. This type of a culture will continue to enrich the lives of wealthy individuals and, thereby lead to a greater disparity in wealth distribution between high income and low income earners. Government officials, multinational managers, administrators of USAID (the United States of America's International Development) agency, NGOs (nongovernmental agencies), and other contractors working in Afghanistan must not tolerate such unfair practices.
There are some limitations to this study and one is the smaller number of local respondents from Herat. Future studies can duplicate the research with a greater number of local participants in Afghanistan. The fact that this study was conducted with a convenient sample population living in Herat and expatriate Afghans living outside of Afghanistan was a further limitation. This point is particularly important for the expatriate respondents, who consequently, may have become more "westernized" as a result of living and working in foreign locations. Future studies might control this variable by expanding the research population to include respondents from Kabul, Logar, Qandahar, and other provinces within Afghanistan. Finally, future researchers should consider translating the survey instrument into the Pashto language in order to facilitate the test subjects' preferred and dominant reading skills.
Conclusion
This paper discussed leadership and some of the common task and relationship orientations of people in Afghanistan. Contrary to the popular belief, the results of this study substantiate that the Afghan respondents are highly focused on their tasks and relationships in the workplace. Overall, Afghans have higher scores on the relationship orientation as compared to their scores on the task orientation. The responses of local and expatriate Afghans were compared, demonstrating a consistency in both groups being highly relationship-oriented, which is aligned with the collective nature of people in Afghanistan.
